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The Finance Commitment System – Operational Guideli nes 
 
The Commitment System 
The Excel-based Commitment system developed by the Unit Manager Support (UMS) 
team in the Finance Unit is the recommended record for budget details.   
 
The Commitment system is a tool which facilitates budget building and monitoring and is 
used for the recording of ordering, invoicing, reconciliation and salary costs. 
 
1. Getting Started 
 
Setting up the Budget Input Sheet 

 
Firstly you will need to enter the Service Unit e.g. Attendance & Behaviour Service.  On 
the line below you need to enter the service code & cost centre i.e. the 3 and 5 Character 
sections of your budget code.  The next line down you need to complete with the 
narrative name of your budget. E.g. Warmstone PRU. 

 
 
Adding a Subjective 
In order to be able to use a subjective code on your Commitment and Budget Monitoring 
System you must first enter the details into your ‘Budget Input’  sheet.  Within this sheet 
there are sub headings for the subjective to be listed in as follows: 
 
Employees  – These are codes that would start with 0 - Salary Codes & Allowances 
Premises  – These are codes that would start with 1 - Room Hire, Rent etc 
Transport  – These are codes that would start with 2 - Travel Claims, Rail Warrants, 
Lease car charges etc 
Supplies & Services  – These are codes that would start with 3 and 4 - Materials, 
Stationery, Refreshments etc 
Other  – These are codes that would start with 5, 6 and 7 - Such as reallocation of costs  
Income  – These are codes that would start with 8 and 9 - All Income subjectives 
 
The subjectives can be entered by typing the 3 digit subjective code followed by the sub 
analysis code in column A e.g. 243000 for Essential User Allowance under the 
‘Transport’ category or clicking on the dropdown arrow and selecting the subjective from 
the list.  Once you have moved onto the next line you will see that the description has 
automatically appeared in Column B. 
 
 
 
If you wish to sort the order of the subjectives within budget input please only  use the 
‘Click here to sort XXXX into subjective order’ button. 
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Entering Cash Limits 
 
You will need to enter your total cash limit for the cost centre in cell C4. You then need to 
allocate your cash limits to each of your subjectives.  This will be done either by yourself 
or with help from your finance support team.  The total you allocate will need to agree to 
the total entered in cell C4.  There is a check in cell E6 which must be zero. 
 
Please note that once your cash limits have been set you must not change these figures 
even if you think you are likely to over or under spend against them.  
 
As you go through the year there may be adjustments to your total cash limit for eg: 
additional grant.  Under these circumstances you will need to enter this in cell C5 and 
also against the relevant subjective in column D.  Any additional cash limit will be notified 
to the budget manager by a member of the UMS team. 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

Enter Service 
Code & Cost 

Centre 
Details 

Enter 
subjective & 
sub analysis 

here 
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2. Recording planned income and expenditure 
 

Using the data entry sheet  all anticipated income and expenditure should be input for 
the year which means that planned/ predicted amounts of income and expenditure 
should be entered for each month.  Examples of planned expenditure are mobile phone 
costs or Essential User Allowance, where 12 monthly sums should be earmarked for 
each phone/person against the budget.  Electricity Bills can also be earmarked for each 
quarter of the financial year.  These can be amended when the actual costs are known.  
 

 
 

  
 
 
Salary calculator  
 
If you are using the commitment system on a shared network, it will be necessary to 
password protect the file to prevent access by unauthorised persons.  
 
The commitment system has 2 types of salary calculation sheets contained within it. One 
type is used for Non Teaching Staff who are paid on the Kent Range and the other type 
is for Teachers and Soulbury staff.  By entering each member of staff’s pay details a 
commitment will be generated for each month of the year against that member of staff. 
An entry will need to be entered for any vacancies that exist within that budget . 
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These expected salaries can be input on the commitment system as follows: 
 
Column A OAN - this is the unique reference number which is issued to each employee. 
It is always 6 digits and may be followed by -2 or another number if the employee has 
more than one contract. 
 
Column B Name – this is the name of the Employee. 
 
Column C Subjective - here you need to fill out the subjective code that the salary should 
be charged to. 
 

Column D Job Title - this is the job title of the employee. 
 
Column E Project Code - this can be used if you are using the Project analysis on the 
commitment system and it will add the costs to your project analysis.  This is a drop down 
menu. 
 
Column F Start Month - this is the first month that the employees salary should be paid 
from your budget April = 1, May = 2 etc. 
 
Column G End Month – this is the last month that the employees salary should be 
charged to your budget. 
 

Column H Kent Range Grade - this is the specific point of the Kent Range.  This can be 
selected from a drop down menu. 
 
Column I This is where you need to enter the annual salary (for a full time equivalent) 
and this will be validated to check that the amount entered falls within the salary range for 
the grade entered in Column H. 
 
Column J No. of Hours - this is the number of hours that the employee works per week.  
A full time employee would be 37 hours (Teachers = 32.5 hours). 
 
Column K Term Time Days - A Full Time person is 365 and a term time person’s days 
can vary depending upon their particular contract. 
 
Column L SEN Allowance - In this column you enter a Y for yes or 0 for No allowance 
which can be selected from a drop down menu. 
 

Column M Inner Outer Fringe - this can be selected via the drop down menu. 
 
Column N Misc. Annual Amount - this is any other allowances that the employee may 
receive in addition to their salary EXCEPT expenses. 
 
Column O FTE - this is the Full Time Equivalent of the employee which is calculated 
automatically. 
 
Column P Over 60 – In this column you need to indicate if the employee is over 60 
(Female) or 65 (Male) then select Y from the drop down menu.  If not then select 0 or 
leave blank. 
 

Column Q Super Indicator - this column details whether the employee is part of a pension 
scheme. LA is for employees in the main KCC pension scheme, T is for employees in the 
Teachers Pension scheme and 0 is where they are not part of either scheme. 
 
Columns R, S & T calculate the Annual Basic, Monthly Basic and Annual Salary including 
on costs. 
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Once these details have been input you will notice that the commitment system has 
calculated an estimated cost to your budget for each month of the year including on 
costs. 
 

 
The total of these commitments for all employees of a group should equal the total cash 
limit for that subjective code.  A separate tab should be used for each different subjective 
code within the budget. 
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3. Day to Day Processes 
 

Recording Purchase Orders 
 

When ordering goods or services from a supplier the order must be entered on the data 
entry sheet  and the estimates used as a base for when an invoice is received from the 
supplier.   
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Recording Actual Expenditure 
 
When an invoice arrives and the usual checks have taken place (see Kent Trust Web – 
Ordering and Payment of Goods and Services) the details should be entered on the data 
input sheet  against the outstanding commitment. The estimated cost needs to be 
reduced to zero and replaced by the actual cost to be entered in column K. 
   

 
 
 
 
  Commitment reduced to zero 
         Replaced with actual cost 

 
 
Where an order is part invoiced the commitment should be reduced to zero against the 
invoiced amount and a separate commitment on the ‘data entry sheet’  should be 
entered for the outstanding sum. 
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Monthly Reconciliation between the Commitment Syste m and Oracle 
 

At the end of each month a summary report and an itemised transaction report are 
generated from Oracle.  These reports need to be reconciled to the commitment system.   

 
Each transaction on the itemised transaction report should be checked off and reconciled 
by putting an ‘R’ in the ‘Reconciled to Oracle’ column (N) on the data entry sheet .  You 
will also need to select the month of the oracle report from the drop down menu in the 
next column (O). 

 
If an item appears on the Oracle transaction report which does not belong to the Unit 
then the entry should be recorded onto the Commitment system together with a contra 
entry showing the intended correction.   The error should then be investigated with the 
help of the UMS team and when the correction appears on a later Oracle report the 
contra entry can be reconciled. You can raise a query with the UMS team using the 
Oracle Query Form which can be accessed by clicking on the button at the top of the 
Data Entry Sheet. 

 
Another useful tool which can be used on the Data Entry Sheet is the sort buttons.  On 
here you sort the information on the sheet by Oracle Month using the following button: 

 
You can also undo this sort to put the information back into the order it was input by 
clicking on the following button: 

 
 

 
 
 

Incorrect entry 
on Oracle and, 
underneath, the 
contra entry 
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Reconciling Salary Costs 
 
Each month a Payroll report is produced showing the individual salary breakdown for 
each member of staff.  This needs to be compared to the relevant salary sheet on your 
Commitment & Budget Monitoring System. The planned monthly commitment on the 
salary sheet should be overtyped with the actual cost for each employee as it appears on 
the Oracle report.  In event of an error the difference between the commitment and the 
actual cost should be carried forward and added to the next month whilst the matter is 
investigated.  This will ensure that your monitoring remains accurate. 
 
 
 

 
 
Actual amount differs from original estimate 
of £1,741.33 therefore actual cost is entered   Difference between estimate and actual 
  Cost is added to subsequent month, 
  whilst matter is investigated 
 

Once the individual salary costs have been entered for the month on the salary sheet the 
sum of the subjective codes should be entered in the Yellow box marked ‘Enter Oracle 
Total Here’.  A control check is automatically carried out and the word ‘correct’ should 
appear. 
 
 

If the total of the Oracle spreadsheet differs from the individual costs then the word 
‘investigate’ will be displayed and corrective action will need to be taken.  
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Some common examples might include: 
 

 Where a persons salary is missing completely from your Payroll report and you 
know that they should definitely still be appearing on your budget you will need to 
make the appropriate adjustment to your budget i.e. carry that months salary 
forward to the next month.  You will also need to fill out an Oracle Query form 
(which can be found on Kent Trust Web) for the finance team to investigate on 
your behalf. 

 Where an extra persons salary appears on your Payroll report and you know that 
they should definitely not be appearing on your budget, as above you need to fill 
out an Oracle Query Form and send to the Finance Team so that they can 
investigate this on your behalf. 

 Where there is a large difference in a person’s monthly salary you will need to 
investigate reasons as to why this may have occurred and send an Oracle Query 
Form to the finance team so that they investigate this on your behalf. 
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4. Monthly Monitoring  
 
All units are required to submit regular monitoring returns to the UMS team.  The UMS 
team will inform the budget managers of the monitoring return deadlines at the start of 
the financial year. 
 
During the months that returns are not required budget managers should undertake 
monthly monitoring at a local level.  All returns must detail gross and net expenditure and 
comply with a standard UMS monitoring format. 
 
The monitoring sheet on the commitment system automatically pulls together data from 
the ‘budget input sheet’ , ‘data input sheet’  and ‘salary calculation’  sheets. 
   
Ordered – Column C 
This column shows all committed and planned expenditure from the data input sheet, 
together with salary totals from the salary calculation sheets. 

 
Invoiced – Column D 
This column shows all invoiced items from the data input sheet which are currently 
awaiting reconciliation to Oracle.  No salary costs are included in this figure. 

 
Reconciled – Column E 
This column shows those items which have been reconciled to Oracle both from the data 
input sheet and the salary calculation sheets. 

 
Total – Column F 
This is the sum of columns C, D and E.  If all entries are up to date, commitments are 
included on the data entry and are up to date and reconciliations have been completed 
this total represents the year-end forecast. 

 
Cash Limit – Column G 
The revised cash limits from the budget input sheet automatically feed into this column.  
Figures must not be manually entered. 

 
Left to Spend – Column H 
This is column G (Cash Limit), less column F (Total Spend).  This total is the amount of 
funds the budget holder has left to spend.  A red minus amount shows an over spend. 
 
Percentage Spent – Column I 
This column represents the reconciled sum to date as a percentage of the cash limit by 
dividing column F by column G.  It can be used as a forecasting aid to identify the profiled 
spend of the year to date.  For example, if the salary costs are 75% spent by August 
there is obviously a problem!  This is, however, only an indicator and so further 
investigation is urgently needed. 

 
Forecast Outturn – Column K 
This needs to be typed in and should accurately reflect the Unit’s predicted spend for the 
year. This is your best estimate of what you expect your yearly spend to be on each 
code. This is often different to the budget figure and the under/over spends will also help 
you with budget setting next year. Net Expenditure total should be equal or less than your 
budget figure/cash limit figure. 
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Under/Overspend – Column L 
This column is calculated automatically and shows the difference between column G 
(Cash Limit) and column K (Forecast Outturn). Under spends show as a negative figure 
and overspends show as a positive figure. 
 
Reason for Under/Overspend – Column M 
 
Details should be given as to why the under/overspend has occurred and this should be 
completed against each relevant subjective code.  The UMS team may query the details 
so a hard copy should be kept whenever monitoring is produced and signed off by the 
budget manager. 

 
 
Note: 
 
Once you have entered all your subjective codes please hide all the blank lines on your 
budget input sheet and monitoring sheet.  You will need to unhide lines if you add further 
subjectives during the year. 
 
 
Monitoring Returns 
 
The completed monitoring needs to be approved by the budget manager.  At the bottom 
of Monitoring Sheet CS  there is a drop down menu where the budget manager will be 
able to make a selection regarding approval of the monitoring. 
 
When requested by your Finance contact to email the monitoring to them, there are two 
options available.  You can email the complete commitment system or just the monitoring 
sheet.  There are two buttons at the bottom of the monitoring sheet which make this 
process very straightforward.  Simply click on the relevant button and then enter your 
contacts email address. 
 
 

 
 
 
 
 
 
 
 
 



        
14

 
5. Project Analysis 
 
If you have project codes within your cost centre you will need to use the project analysis 
facility of the commitment system. 
 
On the worksheet called ‘Project Analysis’  you will need to enter the project code and 
project name for all project codes within your cost centre. 
 

 
 
 
Enter project code here and project name in the next column.   
Use a new line for each project code 
 
 
You will have to repeat the same budget input process as discussed above for each 
project.  i.e enter the subjective and cash limit on the relevant budget input sheet within 
the worksheet ‘Budget Input (proj analysis)’ .  The project code and project name will 
automatically appear at the top of each budget input sheet once entered on the project 
analysis worksheet. 
 
When entering information onto Data entry  or onto the salary calculator spreadsheet that 
relates to a project you need to enter the project code in the ‘project name’ column. 
 
The worksheet called ‘Monit Sheet (Proj analysis)’  contains a monitoring sheet for each 
project if you wish to monitor your projects at subjective level.  If you wish to just have a 
summary of each project the ‘Project Analysis’  worksheet will provide this. 


